"SOCIAL" RESPONSIBILITIES OF THE MANAGER
3.D Difficult to balance "group" labour to departmental
requirements and therefore greater labour cost which
would tend to neutralize i.A above.
4.D Tends to slow down movement of work through
department.
This problem, which I have analysed on a toolroom
basis,  reminds   one  of the  old problem  of production
^engineers "shall we produce by product or by process?53
/It is difficult to give an answer other than that "it all
depends on product and process."   The technical efficiency
is improved by "process" specialization, but the personnel
interest is better in "product" specialization.
I think we can say that the system which gives greater
overall stability of labour inside the company is best as
long as we do not sacrifice too much efficiency and create
unemployment some other way. That seems to give bias
towards a more general application of labour to various
jobs, and a moving around of personnel from one job to
another in the department fairly frequently. Most men
prefer this, although women are not quite so keen. It
.gives a greater interest in work, and tends to avoid
regarding people as specialists, with the possibility that if
the specialist job goes, they go too.
Some might say, in these days of highly-developed
techniques in so many spheres that a man must specialize
to do a job reasonably well. I don't necessarily agree. The
skilled man, years ago, was a man of wide experience,
which consisted often of "wangling" good work out of poor
equipment. He had to know the "feel of the machine"
and his skill in this was the principal aid* to success. To-
day he has infinitely better equipment and has time there-
fore to acquire a broader knowledge of the uses of that
Equipment, and with it a capacity for performing a wider
range of good work.
While writing this chapter I have read of a discussion
among shop steward boiler-makers in Scotland on their
concern over the introduction of welding as a new tech-
nique. Many were in favour of taking a stand against it,
but wiser counsels seem to have prevailed, who took the